The personal characteristics of Japanese OR/MS leaders which are considered to affect the successful survival and promotion of OR/MS activities in the organization through their evolutionary phases were empirically examined. Forty two OR/MS leaders at twenty four Japanese industrial firms were interviewed and asked to rank personal characteristics which they considered to be important for managing OR/MS group activities at each of the three evolutionary phases viz, missionary, transitional and maturity phases. Under the life-time employement and seniority· dependent promotion system, distinctive OR/MS leader patterns are difficult to determine, hence the opinion of OR/MS leaders was studied. It was found, among others, that OR/MS leaders should change as the OR/MS group progresses through their organizational evolution in such a way that the characteristics of technical orientation become less important while characteristics of organizational orientation become highly important as the group advances to the maturity phase.
Introduction
Over the past ten years there have been an increasing number of studies in the areas of organizational behavior of OR/MS activities and of implementation of OR/MS projects. The underlying purpose of these studies is presumably to find some significant characteristics of the organizational and operating mode of OR/MS groups for the promotion of OR/MS activities and for the successful implementation of OR/MS projects [8] , [13J, [17] , [18] , [19] . Most of the ~tudies reported in the literature are based upon data taken from U.S. commercial, industrial and governmental organizations. According to the survey made by Keio University in 1974, 52.1% (sarnp1e size of 675) of Japanese firm!! 243 in the private sector have OR/MS activities in some form [6] . At Keio University, over the past five years we have been collecting data on these aspects of OR/MS activities in Japanese commercial and industrial firms in collaboration with Northwestern University, U.S.A. [4] , [5] , [6] , [7] .
The study described here is aimed at identifying factors affecting the success of OR/MS activities in the private enterprises and is an attempt to examine some of the important characteristics of OR/MS group leaders at various phases of organizational evolution of OR/MS groups. The degree of impact that a particular factor may have had upon the successful survival groups, in a given phase, was, in this study, evaluated by a judgement obtained through a series of personal interviews with present and past OR/MS group leaders.
Because of the very nature of the objective of this study, factors that are discussed in ordinary leadership studies were not included. The emphasis was on factors that would seem to be peculiar to the OR/MS group leaders and dependent upon phases of the growth of the OR/MS group.
The life cycle model of OR/MS activities used in this study was presented by Rubenstein [14] for the first time as a birth and death process. The phases of organizational change of OR/MS activities were defined by Northwestern University group as five, viz., penetration (or pre-birth), missionary (or introductory), transitional (or organizational), maturity and death. The distinction has been used and revised by many in studying the organizational behavior of OR/MS groups [1] , [15] . Common objectives of such studies were to answer such questions as:
1. What are the necessary and sufficient conditions for the OR/MS group to move from one phase to another? 2. What are the factors which affect the effectiveness of the OR/MS group at each of the phases?
These studies placed their emphasis upon the analysis of the influence of the various organizational variables upon the effectiveness of OR/MS activities [14] , [15] , [16] .
Studies in the OR/MS leaders' character·istics have been reported by Rubenstein, Radnor, et al. [10] , [9] , [11] . Major conclusions that can be drawn from their works are as follows. 1) OR/MS leaders can be divided into two major types, viz., profession oriented and organization oriented. The authors concluded that in the missionary phase the former type emerged but, as the activity approached maturity on the American scene, the latter type took over.
Further, it was claimed that in the maturity phase, the profession oriented leader re-emerged. 2) In the past, organization oriented leaders were more successful than profession oriented leaders 
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The fifteen factors were divided into two groups in terms of their orientation.
viz.: 1) Concern for human relations, and 2) Professional skill in carrying out the mission as an OR/MS group leader.
In the actual data collection stage, items which were not in the above list but which were considered by the interviewees to be relevant were also recorded under the category of "specified other items".
In this study, the process of organization change, or integration of OR/J1S group, was viewed as a life cycle process as previously described, with the first and last phases being omitted from the study because leaders do not seem to exist in these phases. The definitions of the three phases of the life cycle used in this study were, as presented in [16] , as follows:
Phase II: The drastic change in the relative stated importance of the two factor groups between phase I (missionary phase) and phase 11 (transitional phase)
suggests the existence of either significant differences in environment between the two phases or insignificantly differing perceptions. In fact, speaking from our observations, there have been considerable number of OR/MS groups which did not reach phase 11 but died away., or when they reached phase 11, had
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One explanation from Table 1 suggests that in the initial stage it is important that the leaders having been given little organizational authority in the Japanese environment have had to establish themselves or their groups in the organization by demonstrating innovative skills and thus gaining a top management support. Therefore, the skill to solve an OR/MS problem is seen more important than organization control skill except with respect to top management relations. The reason for the special emphasis upon top management relations can be explained, from our observation, as follows. The leaders who are interested in theoretical world and strong orientation toward innovation and techniques are, in reality, also likely to have a tendency to be dogmatic thus not conforming to the organizational norms. Such leaders tend to cause trouble with clients and top management. Therefo~e, maintenance of good relations with them, expecially with the latter, was seen vitally important for the successful survival in the initial stage [10] , [12] . An alternative explanation is that in the early phase fewer leaders realize the importance of organizational as compared to innovative skills. As the group gained organizational recognition and reached that last phase of institutionalization, management of the group ctivity is seen to be a more needed characteristic of the leaders. 
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Orientation toward judgement from company-wide vie'"rpoint
Ability to coordinate group and project members to achieve goals
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Favorable attitude to reflect the opinions and views of his subordinates
Ability to make choices in
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Ability to estimate project program requirement and result
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The relative perceived importance of each factor among the group of factors at each phase was also examined by ranking the factors for each phase and grouping them into four categories as shown in Table 2. From the table, it can be noted that factors Persuasion, Problem and Communication were evaluated to be of relatively constant importance regardless of the phase. Out of the there factors cited above, factors Persuasion and Communication are organizational fac tors which were studied by Radnor and Beam who found tha t "top management support" [12] and "client receptivity" [2] were important factors for the successful OR/MS activities. Effect of Leader's Background
As was mentioned earLier the subjects from whom the data were collected Nine subjeets were omitted from the analysis on the baiss of difficulties in differentiating them. The above classification was found to correspond to a certain extent to the definition of "professional" and "organizational" leaders by Radnor et al. [10] , [11] .
In order to see the similarities and differences in opinions between
Pioneer Group and Successor Group, the differences between the average scores of the two groups at each phase, for each factor, were computed and are shown in Table 4 (see Appendix).
As will be seen in Table 4 , generally speaking the Successor Group rated relatively higher than the Pioneer Group on the factors falling into the declining category and rated lower in the growing category ( Table 1 ). The hypothesis of independence (using the total score in Table 4 ? was rejected at 5% significance level as a result of one-sided Mann-Whitney test. The Pioneer
Group seemd to place a heavier emphasis on client relations while the Successor Group seemed to view the ability to handle strategic problems as more important. In other words, the Pioneer Group seemed to be more concerned with the internal control and the Successor Grollp seemed to be more interested in external relations task. This seems to show the learning effect which was mentioned in the previolls section.
Among the factors which showed significant difference in average scores between the Pioneer Group and the Successor Group, factors Persuasion, Diplomatic, Communication, Company-wide, Enthusiasm, Problem and Creativity were especially noteworthy.
Conclusions
We have investigated changes in the desirable personal characteristics of OR/MS group leaders as the groups progrees through their organizational 
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